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Beacutive Director-Conptroller 
Deputy Director fer Support bef SW Lee as 


Review of Agency Flacemest Progr ea 


Action Meno Aw-l15 dtd 32 Jnl $4, seme subject 


i. I heave made @ thoughtful review of the Agency's External Plaeament 
program end em eubaltting this seucrantua in response to the ngwerous sanage- 
ment end palicy questions expressly rededd or inplied in refereneed m@aorandu:. 
Recanendetions concerning the prograa ave conteinad ia pavegraph 9. 


a. Firet with respeet to the charter of the Gutplecement Branch, Agency 
regulations neither esteblish en organisation aor veouive the performgace of 
euch @ fynetion. Hevertheless such an adtivity aod orgenisetion vee e@utab- 
lished some five or six yeers ago when 11 wae uncfMefally recoggised chat Cis 
would have to “manage” its attrition if 4% wae tc wainteain a corps of aaployee: 
properly balanced ae to neesed skills, properly and effectively sotivete? anc 
evaileble to satisfy worldwide work respoasibilitics. 


3. The probleus encoantere’ 9d the cere taken in the Jevelopmegt of 
policies emi personnel meanagesen: gractiags vhich wild lem] to an effective 
management of Agenny attrition without dautructios of soremle and cur ¢urecer 
sexvies Contepts ave of course well knéwn to all of us. We heve hed gone suc- 
cesses and sume tailures. Our voluntary age 60 retirement policy hes Desn 
significantly successful to date. Our “7Ol pregren” for the eeparmti¢n of aur- 
plus persomel was suceessfyl ac on aengouer device but not in terms of uorale 
or current aeciel values. The selactiou-qut of subwerginal persoumel ane beer: 
highly seeteassful although it has seemed gersh te some when the reviews have 
discloses’ years of mamagerieal maglact end orocrnetinetion. de are now sealing 
additional. ways end means of aael Lovett ag the impact and hardebips iaberent in 

of manasa! attrition. Ve are sadking epeciel retivesent Legs lation 


ia the pest intereste of the heries: Cf :aajor importance is @ ew aren 
stil under development which abas at thea thoughtful anneal review by cech 
Career Service of ite least affective performerr. The cbjective, of qsurse, 
ta to being about sigaiftcaat iapwovement in performance or the ceparauion of 
such individual early in bi: career. 


4, As evidenced shove, CLA manegesqat appesrs to be Tully eonvigse: thet: 
it cenunot offer fill 30 to 35 year vorking cercers to a significant pertion of 
ite employees for numerous ransons roleting to the condition: of service toher- 
ent in some of oux missions. Equally iayortent, CIA managesert is cogvinced 
that it met not pt up vith even a norad. proportion of meiioerity eg paselviy 
in ite staffing but must strive contimmouty to develop an employee bee with 
superior qoumlifications. Tals calle net only fer stringent selection -vanJerd: 
but the identifiention end seperation, through epprovriate acens, of tiore whe 
fenenstrete inelecuete career gimrvth or curveley aheeceptablea cualities. 
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o» It fe against this beekground of developing Agency anaagement solity 
thet I now evaluate our Outslecanent progvem. feb A outlines in chross- 
logical order the full nature anc scope af our present progre:. It, parhape, 
is apperect that the progres le based tn the philostshy that the individu 
must deeide what Melds of endeavar be warte to eater and thet he must make 
the effort to help himself. We can guide, counsel, agsist, cvuggert, end preo- 
vice source leade but it is the man hizesalf vho mast apply for and win the jot. 
Wendell Heyes fe the heed of the Departmerdt cf Steve Profensionel Pladement 
Serviee end in the Depertmest of Sinte Beveletter He. °o of Septerber 1963, 
under the title After Retiresent, What: ho says, “Gut we have ao plum tree 
here. Job hunting is work for both retims? offieers enc the Placement “orvice. 
We can only help them do whet they vant ta 4c.” ‘Ye ere utterly eonvince, that 
people aust find their @m jobs aud the Last thing the Ageney should do ins to 
seek jobs for speaifie individuals unless ve ere slecing them for operational 
rensone. We heave not therefore ebtenpted to develop a syetenc of perseaal Latro- 
éuetion such es ve understaad ke exploring on behalf of the Clander- 
tine Services. Mr. Hayes tells us Ghat ba feele the individuel must make the 
contact, leaving Hayes, thea, ia a vetter position to respond to inewfries then 
to anke en origine), recomendatica which sersitse aim to better emphesive those 
sualificetions of specific faterest to tha crespestive emplovers--the etter 
being a key point in cur hailing of cuimleecement ceases. 


G We noted above that neliher the “unetion nor the orvenizetion for Out- 
placement ie eecorted officlal recamitia:s or etetue in the Agency reguletionr. 
As attested by vork we are doing ené the nrocedert: ve have cevalopad, mentions: 
above 6s appearing under Tal A, vo have necessarily arrived et the folloving 
functional statement for workin sancpoese 

“Purnishing advice and? ascistaact: to all categories <f CIA pestonnel 
on externel employment opportunities. Aasissance ineluves efiviei=or on 

gob opportunities in enplayee’s cpaclalty ent/or fields of endeavor 

which provide e ‘tranaition’ for Agetey developed skills; advieim: on 

developing pertinent roswacs and racnoris of Agency employaents aie ting 

in making employwent veferrels to yoernacet em] industrial coneenn:: 
divecting individual client: ia their ‘eaplonent search’ receard. 
efforts; and melateining close lieieon with olientele in order te exsist 
in the reeolution of varlour related personnel-security-cover matcers. “ 


I would hezare the guess that this ‘:voeld pes oe far from the charter accer 


which Mr. @ operates at State. The Chief of our Outplecenent Breach, 
ds in frequent tawh with @&. Hayoe and in feet hes again ¢is- 


QuBsed F eOmmon problegs vith hla sime the raceipt of reference to che 
Action Memo. There conversation: conficm that we have the sece problecc 

Me. Hayes hes, including conversion of skills for civilian enployment, ceo- 
graphical restrictions plesed by the joo reaker, and a degree of suepicion by 
prospective employers of the real resco. ie are suvarating, even for potire- 
ment, the enployee ve are sponsoring. wr clientele inclades a bronde: vartet. 
then State's in that we easaist clericel ai well a: offieer personel, ond our 
internal varieties are wider in thet owe tease: have included staff agects with 
eonplex cover problems, som: of who: in fret save been interviewee and counsel: 
et sefe houres, am! we assist teruineate! emplayee:: a: vell es resignem aac 
vetirees. 
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7. The Weweletter article says that e letter from Depety Under ficreter. 
for Administration, Willie J. Croeketi, aas bees sent to a few thousesd 
potential employees informing them of the work the Frofessiouwl Placesent 
Service ig doing and the quelificatiom ef the Department's vetiring ¢ffieers. 
Although we conaidered proposing a similar letter for Agemey use, Mr. Hayes 
advised us that there had been nc esef:l response to their effort; this ad~ 
vice, coupled with or ovyn general experience suggerting thet such "broadeites | 
are omlinerily not productive, led ag to abemdon the idea. Another nev approcch. 
which has net been sufficiently steffet cat to werrent a formal recomendetic: 
at thie time, is to explore an arresgement with tha Ford Founiation which hes 
& program for the support of industrial ezecutives in retraining for teaching. 
With a firm aml agreed Agency policy pweitio, = perhaps could discuga with 
the Ford Foundation (possibly jointly edts Hr. Heyer who is also interested) « 
proposal that they expand their prosrem: > irmulnde some af cur people, 


&. The Executive Divrector-Conptr Ller has sisc questioned whether the 
present ataffing authorization of the (utglacemert branch is adequate to meet 
projected work load. We heve esalyred the probable work Loed and comtlide thei 
we can handle this coming yeer'a problem with the oresent staff. Tab 3 presetes 
our analysis of the figurer. 


9. We believe that this progres rhoald be kept under close serutiny to 
ensure that it is doing the job intenéed ard thet new methods are adopted wher 
ever indicated and feasible. Through consulieticn with other in the game ficl: 
of work and continuing attention te oa ewn probleas, the program shotld be in- 
proved ané refined. It is cur view thet ac dravtic action is tallied for at this 
time tc enlarge the program or its sumperting steft.-berring, of courte, unfore- 
seen changes. However, we believe it would clarify uetters and give this function 
an appropriate officiel beels te include it ir the Agerey's regulatory issuances 
Comsequently, it is recammended thet the Acemcy neke the irterim polity determi - 
nation thet all employees leaving the service, with certain exceptions, be offex < 
the assistance of Outplacenent service edaentially cs haa been discusged above 
ané thet the Director of Pergonme] be cirected tc orepere Agency regulatory 
materinl formmlly providing for auch service, the necessary orgeanigetiai anc 
pregran. The exneptione are employees guilty of such reprehengible behavior 
or actions that outplecement assistance 19 umwerranted and imiefensible and thos 
persons who are merely seeking advancement by job jumping fron ome ageacy te 
another. As a safeguard it is contemplated that a veekly report will Ye sent 
Myes Alone to the Director of Perscnnal naning each peraon sevking outolineeme: i 
assistance so thet unusual cases can be locked ints in conjunction with the 
Career Service and comand ilne ofiiciela concerned. 


ee) 


jo} Emmett OD. Echols 
j5], pane 
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l. Arrange with cognizant Agency etreer service representatives t saecept 
employee client cor outplacement asneigiance, Clients are accepted on the fol- 
lowing basie: surplus, retiree, surriage to ulicn, sub-coupetent peri crasnce, 
igmily oy peragonal health reagons aiYecting nohility, contract terminntions o: 
career agenta, staff agents, contract caployres. 


2. Tnaterview and digcuss euploysent interest vith client. 
3. Reviev employment and educationel packgiwunde of client. 


4, Diseuse with cliert hie apsetn end weaknesses in terms of the current 
enployment market. 


5. Arvange for psychological testing with Asseasment ani Evaluation Sta’: 
ani follow up with them on possible vocatiannl intereste that such terts might 


6 Disques “cover” probleme vith e]. se god mrtusily agree on the beet 
emplayment history to be wied in order to most quickly sehleve exterm:l enploy- 
meat objective. Coordinate with CCS anf Of tn onier to establiah fiz Agency 


exployment position. 
7. Initiate Pederal and indurtrinl exployaurt search caupaigns by: 


a Outlining Federal c: ompet ts tive exmelnations procedures, ascertaining 
availability of appropriate "open' examinaticns, advising client ou examint- 
tion filing procedures, handling jigeney refarencing and subsequetiy 
making client referrals to agencies seeking qualified specialists. 


bp. Advising on changing employrent trence in governaent and industr,, 
development oc new typep of careers, best manger in which to dewelop a 
“slanted” resume or Form 57, finalising and having applications veproducsc, 
initiating an exploratory correspondence cainpaign, furnishing lm ividual 
job leada ag developed, advising on reasonableness of specific o fers, 
amd nendling Ageney reverence responeibiliticr. 


G. Zgtabligh and maintain contacis witi various provessional societies 
and associations baying national headquarters in \sahington to mainta.n current 
information es to availability of specialised provesg¢ional positions; utilicing 
their lead source directory services a5 vell sae those of the Research Division 
of the Washington Board of Trade, 0. §. Chagber oo Commerce, U. &.. Desartment <! 
Commerce, et¢,, for developing organisational date vor subsequent job lead ecuns 
contacts. FPerlodically contesting variors local industrial and reseacch ongani- 
wabions in order to explain the purpog¢ ci the CTA Outplacenent Program and 
éerelop individual job leada for clieatele, many of whom prefer to rein in 
the Washington, dD. Gy, APCS s 
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18 September 1964 


Colonel White: 


and I have gone over this paper 
on outplacement and raised two. minor points which 
were: The last sentence in the memorandum which 
provides for a weekly report Eyes Alone to the 
Director of Personnel naming each person seeking 
outplacement assistance so that unusual cases can 
be looked into; the other question concerns paragraph 7(a) 
of Tab A which provides for the Personnel Officer 
to outline Federal competitive examination procedures 
ascertaining availability of appropriate "open" 
examinations, etc. We thought this might again raise 
the question of Civil Service status based on Agency 
employment. 


We returned the paper to Personnel and they 
have sent it back to us without changing either of these 
passages. Having no strong feeling about either, I 
recommend that you initial and forward to the Executive 
Director. 


VT 


VRT 
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4 September 1964 


Sally: 

Re the seachea - at; request 
I obtained an extension of deadline for submission 
of a paper to ExDir to 18 September. 

[__ aia this is something that 
Echols wishes to discuss with Colonel White before 
forwarding. Would you make a note of this. (Helen 
[| also has a reminder for an early discussion 
with Colonel White.) 


Miriam 
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@ AUS 1964 
MEMORANDUM FOR: Director of Personnel 
SUBJECT : Review of the Agency Placement Program 
REFERENCE : Action Memorandum No. A-415 dtd 31 July 64 


fr BxDir-Compt, same 8udj 


In regard to the reference, paragraph three, 1 suggest that you spell 
out the activities of the Placement Branch and clearly indicate your capability 
in handling the outplacement program. AsIJ recall, the Inspector General's 
report questioned the size of the Placement Branch as being in excess of its 
requirements. Please consider this aspect in your preparation of a reply. 
Further, your judgment on the volume of outplacement actions would be per- 
tinent, and particularly whether you feel Action Memorandum No. A-410 of 
27 July 1964 will appreciably increase the volume of actions. Please note 
the deadline for response to the Executive Director-Comptroller of 21 Auzust. 


/ei Ll. K, White 


L. K. White 
Deputy Director 
for Support 


Attachment: 
Referenced Action Memorandum (DD/S 64-4188) 


ADD/S:RLB:fp 
Distribution: 
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OFFICE OF THE DIRECTOR 


A-415 


Date 

TO A 

Director of Personnel ( : 
VIA : Deputy Director /Support iG 
SUBJECT : | { 

Review of the Agency Placement Program () 
REFERENCE: “DPKERS 

Memorandum from the -BB/S-dated 18 May 1964, subject N 


Review of the Agency Outplacement Program 


i. Although the reference contains considerable data and figures h A 
on Placement Activities, I am still not convinced that the Agency is 
supporting a Placement Program that is fully capable of meeting the . 
challenge t it will shortly be facing. Action Memo No. A-410, which 
I signed on 22-July 1964, calls for a greater reduction in on-duty strength M 
levels. If we are effectively to accomplish this and maintain our strength QO 
levels through sound management procedures, it is essential that we have 


a first-rate placement program. This means that we must be able to R 
offer all the help possible to each individual who is leaving the Agency : 
for whatever reason. AN 


2. The type of action {the survey[______thet the Noesx1 
Chief of Operational Services is undertaking strikes me as very D 


constructive because it will lead to placement actions that will meet some 
of our unique requirements. This is the type of action I have in mind. U 


3. Ido not feel that paragraph 4 of Action Memorandum A-367 has M 
been adequately answered. Please let me know precisely what the . 
charter of the Placement Branch is and precisely what services the 
Placement Branch is prepared to offer the various categories of 
departing personnel. How does this program measure up to the one 


SUSPENSE DATE: 


SEChic 
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conducted by the Departznent of State? Basically, I wish to know if we 
are really preparing ourselves to give the type of placement service that 
our management policies call for. In addition please let me have your 
recommendations on how we can more effectively approach the various 
preblems of placement. 


4. This memorandum is in no way intended to find fault with the 
present activity of the Placement Branch. What I am questioning is 
whether the Cifice of Personnel and Agency management is setting its 
sighte sufficiently high in regard to a placement program. Please let 
me have your response by 2] Auguat. 


(signed) Lyman B. Kirkpatrick 
Lyman B. Kirkpatrick 


iSxecutive Director 


cc: DDP/ Operational Services 
D/BPAM 


Avie Cibutim © 
Crs - “HLEKS 
Vs. rB/s 


ay ae 
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6 August 1964 
MEMORANDUM FOR: Colonel White 


In connection with the attached Action Memorandum No. A415 to the 
Office of Personnel and Action Memorandum No. A~410 of 27 July, "Re-~ 
duction in On-duty Strength Levels, " I question whether there will be any 
serious increase in outplacement actions. The ceiling table at the present 
time isl | and by 30 June 1965 the Agency must reduce to 
This represents a reduction in strength of only[" positions durmg the 
remainder of this Fiscal Year which, in my opinion, will easily be met 
by normal attrition. I see no mass exodus, The further ceiling limitation 
for Fiscal Year 1966, to be accomplished by 30 June 1966, is [bin 
represents a further reduction of only[___]|positions. I feel that this can be 
absorbed by normal attrition, all other requirement factors remaining equal. 
On top of this, the action alone within the DD/S in the printing service-type 
functions on a contract basis will be a significant step in meeting the ceiling 
reductions. 


Paragraph 2.c. of Kirk's Action Memo A-410, "Substandard Performance, " 
will generate some action but this will be limited and these are cases that 
are hand~tailored all the way. 


My analysis of this may be faulty, but I feel that we are being asked 
to make reports or render studies of what I consider to be a faulty premise, 
namely, a stepped-up outplacement program. I think judgment from the 
Office of Personnel in this matter might clarify the air and perhaps elimi- 
nate some memoranda trying to answer a possibly unanswerable question. 
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Review of the Agency Outplacement Prograz 


RIFERENCE : Action Memorandua No. A-367, @td 22 April 1964 


1. In reeponse to reference, thig memorandum provides for your 
information a review ot the Agency's ottplacement activity end capab—iity. 


25X9 | 


| 

3. Stafti 

fhe ee Branch, Pergoanel Operutions Division is sta: fed 

with four profesgional pergonnel oiied¢re and one eeeretary. Based on cur- 
rent functions assigned to this Eranch, it ls estimated that this starr 
ean handle a monthly new case load of 4). We estimate that an additional 
eounpellor would be needed if the average rose by 16 to LS but such 14 
inerease appeare unlikely. 
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SUBJECT: Review of the Agency Outplacement Progras 


(In addition to the outplaqement cunction, this Branch hancles 
rererence inguirles regarding presen, an coreer cmployeer and the eduln- 
istrative arrangements for the detail. of employees to and “rom othe: 
agencies. The reference activity involves apprupriate coordination «! th 
the a @lenent concermed, the Office of Security, and Central cover 


placenert Branch bas found that 50-6€% of 
employment to induatrial or 
acgdenic opportunities. Ales, nogt of them have desired to remain in 
the Wishington, D. C., area or, i some cages, to go overseas. or 
this reason, the focus of owr scurce cevyeloorent effort has been on 
other Federal agencles and also on private research and develoguontal 
organizationa in this area. Hovever, increasing tightness of tc 
Federal market will emke it necessary to develop other sources. 


2 acengi, Bradch hgG net recelved any verge degrac or 
support fron other Agency elawerts. We believe this is primariiy as 
reflection of the quality of cliente offered rather than an indication 
of any reluctance on the part of tisese elesents to assist in placing 
& candidate whom they could Cully andorse. We believe that the people 
who will become avaliable under our early retirement program will be 
of & generally higher caliber apd that greater aasiabanee cron hese 
élements in assisting the. will se feasible. 


; ne Seryieas Progra 

@ are attaching 0 memoranmyhin from the Chies, Operation. 
Services, MP deacribing c survey now baing nade by 
te locate exployment opportunities vor Claatestine 
who uight be releagad. 


>» We believe that ve ave acequitely staiced to handie the Out lace-~ 
ment load that night result fvom our sarily retivement Legislation an that 
we have the sources (tor Locating employment apportunities ‘or these -eopl.e. 
There are, however, two pointe which ve vould bike to meke: 


a. We cannot assure appropriate reweploysent to uli who mipht 
desire it ner can ve promise to get joss cor the people who wil. 
leave the Agency. We can offer Lends and suggestions, assist i) pnre- 
pering job resunes highlighting on individual's most marketable ellis 
and, in some cases, over the eniorsement of an Agency offielal ts a 
prospective employer. In the final analysis, hovever, it ia thr san 
himaelf who must get the jb and. in most cages » this seans thet he 
must be willing to get ont and purene the eugwestions thet are i aie 
te hin. 

ouge 
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SUBJECT: Review of the Agency Outplacement Progran 


b. At least as important as cur Outplacement aspistance, e 
believe it is essential that pre-retiranent counseling be offeved to 
our “early retiress.” Employees tho now become elighble far optional 
retirement under the Etvil Service Hetirexnent Gystem are notified 
5 yeare in advance af their eligibility for retirement, and offered 
assistance at that tine in begimming to «mke their plans in prepara- 
tion for retirement. In the initial ioplenertation of our proposed 
early retirement program, we will pot have this auch Lead time, but 
we shall make every effort to establish a system of early noti: iestion 
and counseling to thepe people. 


fit, Evmett DB. Eehols 
¢ SYireetor of Personnel 
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OFFICE OF THE DIRECTOR 


Action Memorandum No. ~Fus67 


22 April 1964 


Date 
A 
TO : Director of Personnel C 
" | A 
VIA : [epsty Director / Support /s[k gk 2g Cake G f o [ 


SUBJECT : Review of the Agency Placement Program 
REFERENCE: 


1. I would like to review at this time our placement capabilities 
and procedures aince I foresee the growing importance of this Program 
as we execute our separation procedures more effectively. Also ws 
should be fully prepared for the time when our Early Retirernent Legis- 
lation is enacted into law. 


2. In particular I wish to make certain that we will be able to 
handle quickly and effectively the cases of all individuals who will 
require this assistance. I would like to know how many individuals are 
aesigned full time to the Placement Branch, how many cases the Branch 
currently handles each month, how many additional cases it could handle 
without increased personnel and how effective the Branch has been in 
placing our people in various types of jobs. In particular what is the 
record of the Placement Branch in finding jobs for individuals who left 
the Agency in the 701 Program? 


ZenAC sas 


3. A point that should receive special attention in your response D 
ig the extent to which the Placement Branch seeks, and receives, the ; 


assistance of various Agency offices having contacts with potential U 
employers; such offices might be OC/Contact Division, ae Me" 
25X1 [te I recognize that proper channels and 


adherence to sound security practices must be used if these offices 
are involved, but I believe that if we are meticulous in preparing the 
dossiers of individuals seeking jobs, we should not hesitate to approach 
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potential employers with whom we might have a special relationship. 
By following a practice of complete hanesty and objectivity, various 
employers will, over a period of time, come to welcame the oppor - 
tunity to review our candidates, Once Early Retirement Legislation 
is enacted, there will be a considerable increase of men and women 
leaving the Agency who will have considerable attraction for various 
commercial firms, government agencies, and educational and othe - 


inatitutions, 


4. Since the Agency placement effort will be an increasingly 
important one, I believe we should make certain that our placement 
program will be equal to the job. Please advise me of any suggestions 
you have on how our separation program ¢an be improved and of any 


(signed) Lyman B. Kirkpatrick 


Lyman B. Kirkpatrick 
Exeeutive Director 
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8 April 1964 


MEMORANDUM FOR: Deputy Director for Support 


THROUGH : Director of Personnel > G F ( w7 
SUBJECT : Outplacement Statistics g hl 0 : 


‘7 
1. This memorandum is for information only. Ant V q 


2. During the briefing of yourself and your staff on the activ- 
ities of Personnel Operations Division, you asked me to provide some 
figures on the activities of the Outplacement Branch. 


3. Attached are copies of reports prepared to show the activities 
for fiscal year '63 and the first half of fiscal '64. In that 18-month 
period, uecessful placements were accomplished. It should be noted 
that matty or the self-referral clients (as in the "701" exercise) know 
in advance that they will become management referrals; hence, though 
they might have become an official referral, the fact that they jumped 
the gun gets them recorded as self-referrals. Our statistics do not 
specifically identify the number of such cases unfortunately. 


hk. It is also worth noting that the Outplacement Branch furnished 
reference support and examination answering service additional 25X11 
Agency employees who found employment in other Fede cies during 
the past 18 months. These are people who are not assisted by Outplacement 
and on whose cases some action had to be taken--often for cover reasons. 


25X1 


Chief, Personnel Operations Division 
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